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INTRODUCTION

Sincetheinception of the Nationa Fire Plan (NFP), federal agencieshave been allocated
additiond funding toincreasefirefighting capabilitiesand expand fuel trestment programs.
Withthisfunding BLM hassignificantly increased itsfuel treatment work. Prior to 1998,
the agency treated an average of 57,000 acres per year: for 2003, BLM’stargetis
500,000 acres. Projectsand activitiesin 706 communitiesinthewildland-urbaninterface
areplanned, and 406 risk assessmentsand mitigation plansare currently underway to
reducerisksfromwildland fire. We are al so working with our cooperatorsto sponsor
morethan 1,500 programs such as FIREWI SE, Living With Fireand other related
outreach activitiesto prevent firesand reduce therisk of fireto the public and
environment.

We can be proud of thework

we veaccomplished sofar.

However, with yet another 500,000 —
severefireseasonthisyearin
which hundredsof communities 400,000 —
have been threatened or
damaged by fire, we must do 300,000
more, and wemust doit faster.

President Bush hascalled for 200,000
activemanagement through his

Hedlthy ForestsInitictive. The 100,000 —
President hasdirected
Agriculture Secretary Veneman,
Interior Secretary Norton and
Council on Environmental
Quadity Chairman Connaughton
toimproveregulatory processesto ensuremoretimely decisions, greater efficiency, and
better resultsin reducing therisk of catastrophic wildfiresby restoring forest health.
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Secretary Nortonidentified in arecent memo, dated August 21, 2002, potential obstacles
totimely application of fudl trestmentsinthefal: alengthy fuel project selection process;
unclear contracting procedures, and delaysin theall ocation of fundsfor fuel s projects.
Shealso noted that she has addressed thefirst two obstacleswith new proceduresto
expeditethe nomination and sel ection of fuel s projects, and guidanceto contracting
officersto expand the use of contractsand streamline contracting procedures. Secretary
Norton aso announced inthismemo anew policy regarding theallocation and availability
of fundsinthewildland fire management appropriation account that should help agencies
acceleratetheir treatment programs.
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The Secretary hastaken stepsto hel p quicken the pace of our fuel treatment programs,
but thereisstill morethat can bedonefrom afield, state and nationa leve to facilitate fuel
treatment.

Thisbriefing outlines someof theissuesBLM facestoday in accelerating fuel treatment,
aong with background i nformation, recommendationsand suggested actionsto resolve
theissues. It'sdivided intofive sections: Cultural Change; Roles, Responsibilitiesand
Accountability; Organization; Enhancing Operationa Efficiencies, and DataManagement
and Budget.

Of specid note among the recommendationsand actionsare several common themes:
identify theNational FirePlan asaninterdisciplinary BLM priority; consolidate data
management systems and requests; restructure budget processesto ensure continuity of
funding for project work; and increase capability to meet fuel treatment goals.

Before and after photographs of a fuels management project in Durango, Colorado.
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CuLtTurAaL CHANGE

IssuE

Historically, thewildland fire management program hasbeen viewed asaservice
organization established to suppresswildfiresand implement prescribed burns proposed
by resource specidists. Theestablishment of the hazardousfuel program requiresashift
inour perception of the program. Fuel management withinthe BLM isaprogram similar
torange, watershed and soils.

BACKGROUND

Sincethe NFP, thefuelsprogram hasgrown in scope and emphasis. However, it hasnot
yet beenintegrated into all areas of BLM resource management. To implement the
President’sHealthy ForestsInitiative, internal capabilitiesmust beincreased, andto
accomplishthe President’sgoals, wewill need to expand our partnershipswith states,
countiesand other cooperators.

Becausethefuel s program hasnot been fully integrated into resource management, itis
staffed primarily by fire suppression personnel . During an activefire season, itisdifficult

to accomplish fuel treatment work, and personnel aremore highly paid to do suppression
work than fuelswork.

RECOMMENDATIONS

> Increase public and internal education through partnershipsand additiona
gaff.

> Organizebetter internally to support the National Fire Plan.

> Requirecommitment throughout the organization.
> Implement projectson theground.
> Implement abetter system to measure success.

> Allow flexibility of funding to dothewholejob and doit right.
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CuLTuraL CHANGE

ACTIONS

> Develop aconcentrated education campaign to inform external and
interna audiencesabout fuelsmanagement.

> Continueinterna/interagency workshopstofacilitateaninterdisciplinary
approachto fuelsmanagement.

> Expand the organizationto include specidistsinfireeducation andfire
ecology.

> Develop aredligtic datacollection system.

Baker City Field Officein Oregon.
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RoLEs, RESPONSIBILITIES, ACCOUNTABILITY

IssuE

Asaresult of the President’sInitiative, BLM must placeahigh priority on and better
integrate fuel smanagement to mitigate risksto communitiesand improveforest and
rangeland hedlth.

BACKGROUND

Firepersond havenot traditionally been well integrated into i nterdisciplinary teamswhen
theteamsareanadyzing projectsor devel oping land use plan dternatives. Theexceptionis
when teamsare addressing specific prescribed fire projects. Therefore, BLM hasnot
identified forest and rangel and health issuesfor each vegetation type, inwhich fuels
management should begiven priority in mitigating theseissues.

RECOMMENDATIONS

> Establish, inwriting, theimplementation of theNational FirePlanasa
BLM priority.

> Identify rolesand responsibilitesfor line officers, fire management officers
and resource specialists.

> Hold state directorsand field managers accountablefor developing
interdisciplinary solutionsto resourceissuesrelated to vegetation and

fud smanagement.
ACTIONS
> |dentify fuelsactivitiesasameasure of
performancein statedirector and field
manager EPPRs.
> | dentify fuelsmanagement asaBLM

priority inthe 2003 annua work plan.
Ataminimum, eechfield officeshould
identify an opportunity for an
interdisciplinary solutionto aforest/
range hedthissuein 2003 and submit it
for 2004 funding.

5 Medford Field Officein Oregon.
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ORGANIZATION

IssuE

Enhancethe organization to enable accel erated fuel treatmentsand close coordination
with resource programs.

BACKGROUND

Theincreased workload resulting from the National Fire Plan hasemphasizedtheBLM'’s
lack of resource specidist and contracting capabilities. Organizationaly weareoperating
at thehighest level possible. Contracting expertiseand authority arenot located inthe
right place. Added support in contracting isnecessary for thefuelsprogramto be
successful. (Thereareinstanceswherelarge contracts have taken up to 14 monthsto get
through centralized contracting.)

RECOMMENDATIONS

> Increase planning and National Environmental Policy Act (NEPA)
compliance capabilities; mitigation and education specidids, Saff
dedicated tofuds, including forest, range and other resource specidists;
and bring into the organizati on peoplewith businessacumen.

> Establishreserves(grassbanks) to provide aternativeforagefor

permittees so they have somewhereto grazetheir livestock while project
work isdoneon their allotment.

ACTIONS
> I ncrease bus nessmanagement skillsin managersand staff.

> Redefinetherolesand responsbilitiesof managersinlight of theNationa
FirePan.

> Review tableof organization to ensure adequate forest, range, resource,
biomassand contracting specidists.

> Useland health indicatorsto set up vegetative management prioritiesfor
all programs (asagreed to during theland health workshop).
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ENHANCING OPERATIONAL EFFICIENCIES

IssuE

Contracting and Warrant Authorities: Built-iningtitutiona barrierswithin BLM prevent
rapid contract implementation.

BACKGROUND

Theimplementation of the National Fire Plan has caused amajor workload increasefor
BLM contracting officials. We must eval uate thisworkl oad and anticipate staffing
appropriately. Contract support isinsufficient, particularly for IDIQ contracts, at boththe
state and national level. A good start hasbeen made on I DIQ contracting nationally, but
emphasis needsto be placed on regiona useand acceptance of IDIQ. BLM contracting
doesn’t consider the National Fire Plan atop priority in many locations. Higher warrant
authoritiesneed to be established at state and local levels. Fire staff don’t have enough
experiencewith contracting yet.

ReEcoMMENDATION(S)

> | dentify contracting workload increasefrom implementing the Nationa
Fire Plan, and staff appropriately.

ACTION(S)

> Revisit the Department of thelnterior’ sNational Fire Plan Contracting
Review and implement itsrecommendations.

> Hireasufficient number of contracting officersand project ingpectorsto
support theNational FirePlan.

> |dentify the Nationa Fire Plan asanational priority for contracting.
> Move contracting authority tolowest level possible.

> Increasetheuse of indefinitedelivery, indefinite quantity (1D1Q) contracts
that aredready available.
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ENHANCING OPERATIONAL EFFICIENCIES

IssuE

Appedsor thethreat of appealsand/or litigation hassignificantly increased thetimeand
cost of the NEPA process and dowed implementation of fuel treatment projects.

BACKGROUND

Therigor of analysisexpected during planning hasincreased significantly snce NEPA was
enacted. Expectations, both internal and external, have created aprocessthat istime-
consuming and costly. Evenwell done NEPA with local collaboration and acceptance can
be challenged with a37-cent stamp.

REcoMMENDATION(S)

> Ensurethat fuels management and forest and rangeland hedth are
addressed inland useplans.

> Develop programmatic NEPA documents such asthe bureauwide
vegetative environmental impact statement (EIS), or develop state-level
vegetative management documents, to which environmental assessments
for specific projects
can betiered.

> Involvepartnersin
planninginduding
other federa
agencies, loca
government and
stakeholders
(environmentd,
industry and service
organizations).

L] - [

Pinedale Field Office in Wyoming.
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ENHANCING OPERATIONAL EFFICIENCIES

IssuE

Current facilitiesdo not provide enough spaceto house additiona fire suppression staff
and fuelsprogram staff.

BACKGROUND

Thelast mgjor effort to eval uatefirefacility needsoccurred prior to theimplementation of
theNationa Fire Plan. Because of this, staffing requirementsto support the Nationa Fire
Plan have not beenfactored into current facility capacities. Thereisalimitation onfacility
construction ($5 million - DOI). Thesefundsareinadequate and do not address
increasing needsfor the expanded fuelsprogram.

REcoMMENDATION(S)
> Streamlinefacility funding, planning and construction.

> Hireengineering staff inthe BLM’snational Officeof Fireand Aviationto
ded withfireand fudsfacilities.

> Reduceinterna resistanceto modular and pre-engineered buildings,
leasing, renting, or other facility dternatives.

IssuE

Limitationsintheadministratively determined (AD) pay plan and lack of authority for
BLM toenter into persona servicescontractssignificantly dowsor, at times, even
prohibitsusfrom accomplishing hazardousfuel swork.

BACKGROUND

We have devel oped aval uableworkforce of NativeAmericansand Hispanicsthroughthe
AD program. Thisalowsusto quickly employ loca firefighterstotreat fuels. Thesefolks
aretrained, comewith supervision, can bemobilized quickly and terminated when
projectsare compl eted.

REcoMMENDATION(S)

Seesection* Action ItemsRequiring Regulatory Changesor LegidativeAction”
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ENHANCING OPERATIONAL EFFICIENCIES

IssuE

The safety of our employeesduring wildland and prescribed fire operationsisan
increasing concern based ontheincreasing fuel treatment work and continuing severe,
intenseand long fire seasons.

BACKGROUND

Fuel treatmentsare one of the most effective methods of reducing risksto communities
andfirefighters. BLM hasincreased fuel stargetsfrom 57,000 acresbefore 1998 to
314,000in 2001, which isanincrease of morethan 500 percent. 1n 2002 target, BLM’s
target is400,000. Additionally, suppress on seasons continueto belong and intense.
Although our safety record during thishuge expans on hasbeen outstanding, concernis
increasing commensurate with thework for the safety of our employees. Cumulative
fatigueand stressat dl levelsof thefire program arechronicand at high levels.

ReEcoMMENDATION(S)

> Weall need to recognizethe humanimpactsof our continued high
workloadsand the effects on safety at all levels, and be prepared to take
whatever action safeguardsthe health and well-being of our employees.

> I ncrease staffing to meet needs, spread emphasisacrossthewhole
organization and reduceimpacts of datademands.

IssuE
Sewardship: Trading goodsfor servicesisprohibited in fuelsmanagement.

BACKGROUND

The Genera Accounting Office (GAO) hasdetermined that the BLM isnot authorized to
usethecommercia vaueof vegetativeresourcesinreturnfor services. Thisisconsidered
to bean “augmentation of appropriation,” whichisprohibited by law. Thislimitsour
ability to remove biomassand offset costs of fuelsmanagement projects.

REcoMMENDATION(S)
> Establish stewardship contracting authority in contracting and legidation.

> Clarify the current policy, and appropriate methodsfor handling biomass
from fuelsmanagement projects.
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DATA MANAGEMENT

IssuE

Building aninteragency datacollection system isdifficult and takestime. Currently, too
many redundant datacollection systemsexist, and thereisno central database or
interagency/interdisciplinary datastorage utility or facility. For example, BLM iscurrently
entering datain nine separate systems. Management Information System (M1S); Budget
Panning System (BPS); National Fire Plan Operationsand Reporting System
(NFPORS); Range I mprovement Project System (RIPS); Risk Assessment and
Mitigation Strategy (RAMS); Fuelsand Smoke Tracking Reporting and Collection
System (FASTRACYS); 1202 Fire Reporting System; Office of Fireand Aviation Manual
FuelsAccomplishment Spreadsheet; and the Fire Rehabilitation Project Spreadsheet. The
workload associated with these nine systemsis unprecedented and virtually impossibleto
keep current. Additionally, the demand for datais uncoordinated among agencies.

BACKGROUND

Sincetheinception of theNational Fire Plan, the need and demand for datahas

accel erated considerably and comefrom several sources. Turnaround timesare extremely
short and similar dataisrequested in different formats. Similar dataneedsexist at all
organizationd levels, but designing acomprehensivedatastorage and retrieval system that
ispertinent to all organizationd levelsisadifficult and time-consumingtask. The
expectations are unreasonable, and thereisno interface with statesand counties.

RECOMMENDATION

> Eliminate redundant data collection systems. We need onedata
collectionandretrieval systemthat iscompatiblewith other agency
systems. If one system cannot beimplemented, then we need amethod
for cross-over between systems. The datacollection system hasto be
used for avariety of purposesand must havethe datarequired to analyze
and develop the program. We must al so be proactivein getting dataout.

AcCTIONS

> Adopt and upgrade Risk Assessment and Mitigation Strategy (RAMYS)
for BLM’sfudsplanning system and Fuelsand Smoke Tracking
Reporting and Collection System (FASTRACYS) fuel smanagement
databasesfor fuel sprogram database. These programmatic systemscan
feed MISand NFPORS.

> To minimize uncoordinated dataregquests, establish aweb siteand issue
periodic standardized reports (sametheory asdaily I ncident Management
Situation Report).
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DATA MANAGEMENT

IssuE

Firebudgeting for fuels(2823/24) isacumbersome processand fundsare not dways
availableat thebeginning of thefiscal year. We have had difficulty obligating fundsto fuel
treatment projectsuntil we have an approved budget.

BACKGROUND

Theway we handlethe budget system in thefire program conflictswith the budget
planning system used by therest of BLM. Funding for projectsisneeded immediately
after thefirst of thefiscal year. Contractsand project expenditures need to be made
during thefall work season. Funding approvalsusually do not arriveuntil thebudget is
senttothefield later intheyear. Someyearsthisisaslate asMarch. Spending authority
isneeded beforethis process eliminatesthreeto six months of thework year

RECOMMENDATION

Establish an agreed upon basefunding level for each stateand field office. Nationally
assigned project numbersfor projectsthat would beinthe NFPORS system. Establisha
national funding target for 2823/2824. Charge approved project cost directly against the
centra fund, smilar to suppression and emergency rehabilitation. Thiswouldfacilitate
implementing projectson October 1 and asprojectsare approved. Thiswould bean on
going year-round system. Approve projectswhen they were completed and entered into
the NFPORS system on acontinuing basis.

ACTIONS

Authorizeadirect charge budgeting system through acentralized pot of 2823/2824 with
anidentified ceilingmanaged at the nationd office. When an officeimplementsan
approved project, it can chargedirectly against that project number, rather than wait until
money isallocated to thefield. Thiswould facilitate project initiation, increase contracting
ability, and diminatethewait for funding.

Theaboverecommendation isaradical departurefrom theway we have been budgeting
the hazardousfue reduction and wild land urbaninterface projects. Theproposa isto
changeto asimilar funding mechanism asthe suppress on account.

2821 Suppression Funding: Thefunding for our suppression account comesfromthe
Nationa Emergency Fund. This$5billionfundisdrawnondirectly. When afirestartsa
number isassigned and charges are madeto that account. An examplewould be
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DAaTA MANAGEMENT

UT-2821-R234. All charges associated with the suppression of that wildfireare
associated with that number.

2822 Emergency Rehabilitation Funding: The ESR fundingisaproduct of aproposed
project that usesthe samefire number that was used by the suppression number. The
differenceisthat the account isnow associated with the 2822 fund. Example, UT 2822
—R234. Thecost of theproject issubmitted within 21 daysof thefirebeing controlled
and funding isactivated from the Denver officefor the approved amount.

2823/24 Hazardous Fuelsand Wildland Urban Interface Funding: At the present time
funding of thesetypesof projectsare handled somewhat the same asthe suppression and
EMR projects. Projectsare collected with proposed budget cost attached and
forwarded to the National Officeonceayear. Funding isapproved along with therest of
the BLM budget. Thebudget isusualy given out about January or later intheyear. This
delayscontracting and project expenditures until the budget isbroken down and passed
out to the states. The most recent worst case waswhen funding was passed out in
March, six monthsafter the new fiscal year.

If prescribed fire projects missthe prescription window, the project must be carried over
until the next year. Thismust be noted at theend of thefiscal year and funding must be
reassigned to the project.

If anew project isto be proposed, it must wait until the next fiscal year to be proposed
and funded.

—

i oy 2
s Y

A e :‘..' F’Ph‘h s

Durango Field Office in Colorado.
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DATA MANAGEMENT

New Funding Proposal for 2823/24 Prgjects. The changewould beasfollows:

1.

All projectswould be entered into the NFPORs system or identified on the
present spreadshests.

Projectswould be approved at the NIFC and given aproject number. The
National Officewould control percent of projectsfor hazardousfue and
WUI split.

Funding would identify abasefunding level for each of thefield offices.
Therewould beanational level spending capidentified for al agencies.
Funding would beavailablefor the project year around and would not
depend on aonceayear approval.

Contracting would not haveto wait until budget approval, funding would be
availableyear round.

Spending cap would be set at alevel to cover at least the present number of
dollarsrequested under the NFPORS or spreadshest.

If windowswere missed thefunding would automaticaly carry over.

Worland Field Officein Wyoming.
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ACTION ITEMS RERUIRING REGULATORY

CHANGES OR LEGISLATIVE ACTION

> Introduce legidation tofix pay inequitiesin order to addresshazard pay
and pay for performance.

> Explorethe establishment of aBLM LandsFoundation-L egidation
Authority.

> Ensure BLM hasauthority similar to the Forest Service's Stateand
Private Forestry to partner and distribute fundsto state, local and other
partners.

> Expand andfully utilizeexisting categorical excluson coverage.

> Improve the administrative appeal s process and standing. We need to
evauatewhether itisregulation and/or legidation.

> Implement and expand full force and effect authority (remove automatic
stay provisions) for fuel treatment projectsin thewildland-urban
interface.

> Research authoritiesthat would allow usto make better use of theAD

pay planto hirepersonnel for fuel treatments, prescribed fire, and
wildland-urban interfacework projects.

> Establish authority for useof personal service contractsfor BLM/DOI.

> Establish stewardship contracting authority in contracting and legidation.
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